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THE HIGHER EXECUTIVE DEVELOPING THE WHOLE MAN* 
Sir Noel Frederick Hallt 


In: The Making Higher Executives: the Modern Challenges. New 
York: School Commerce, Accounts, and Finance New York Uni- 
versity, 1958. pp. 1-29. $2.50. 


The modern challenges the making higher executives come 
from two directions. the one extreme the tendency reduce the 
decision-making process the highest responsibility the executive 
mathematical formulae. This misapplied and misdirected might 
well weaken the sense responsibility top executives and reduce 
confidence them persons. the other extreme there the em- 
phasis placed upon securing the concurrence and assent all con- 
cerned the decision-making process, well the decision itself. 
This might well reduce the conduct affairs that series more 
less leaderless groups. There danger, therefore, that the most 
important part their responsibility, the human side their affairs, 
managers will not apply the same intellectual standards which they 
apply the technical side. 

What are the demands made upon the higher executive? what 
sense, all, can help make man, more often than not, reach 
approximately the right decision insufficient evidence? The process 
includes cumulative experience, disciplined self-subordination the 
job, the observant and critically intelligent interest the activities 
colleagues and subordinates, and, above all, the effect carrying 
responsibility and what this really means man’s character and 
his personality and his relationships with other people. 


*Lecture the Ford Distinguished Lectures, February, 1958. (Lecture II: 
The Henley Experiment, pp. 31-67; Lecture III: The Four Stages Manage- 
ment Development, pp. 

The Administrative Staff College, Henly-on-Thames, England, 
and Ford Distinguished Visiting Professor, School Commerce, Accounts, and 
Finance, New York University. 
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The higher executive fundamentally the unifier. The team 
that is, carefully composed amalgam different but complementary 
specialists has unified. 

Practically every new advance knowledge and improvement 
method technique involves some degree greater element 
specialization. Individuals critical stages their working lives are 
required submit themselves more rigorously the discipline 
limited and restricted fields responsibility and activity. Yet 
from individuals who necessarily have undergone this process spe- 
cialization that have draw for the higher posts those who are 
the synthesizers, the co-ordinators, those who have the quality 
behavior which will draw other people accept their guidance. 

theoretically possible conceive business firm being 
thoroughly and scientifically organized that many the issues that 
are now left human judgment could taken care the very 
pattern the organization itself, the individual specialists being 
deftly fitted together that their knowledge contributed all that was 
needed for decisions and policy making. the higher executive 
“the man taught make the right decision insufficient evidence,” 
would seem that for the future “insufficient evidence” will some- 
thing belonging the Dark Ages. But there will still need team. 
People will have work groups. They will have want 
preparing and applying data and material. 

making decisions the field human relationships and 
adjusting his relationship those working with and below him 
that the higher executive must exercise his distinctive qualities. 
support and guide him carrying these responsibilities only part 
his previous experience will direct assistance. This the basic 
reason why the qualities required for the higher executive lie largely 
the moral, and not the technical sphere. 

The moral qualities are needed because the facts about human 
behavior cannot readily widely assembled the facts about 
straight issue engineering market analysis. Yet the same ability 
organize the facts, draw inferences from them, must developed 
the higher executive have consistency behavior. The 
unquantifiable aspects management arise out the multiple inter- 
relationships between the aspirations both individuals and the 
groups which they adhere. The task higher management 
insure that these different aspirations find full expression and satis- 
faction compatible with the effective realization the common 
objective the main group. other words, organization, which sets 
framework duties, sets also new pattern rights rights 
the group one side and the individual the other. The task 
higher management the reconciliation the respect which should 
paid the rights both. 

The ultimate responsibility the higher executive impose 
and require discipline. Otherwise there team there can 


cooperative effort. The discipline required those participating 
common task must correlate with the importance the goal which 
they set out obtain. 

the development the higher executive, confusion between 
ends and means may show itself two different directions: the over- 
controller, who submits himself the same degree over-regulation 
that demands his subordinates, and the bully, who has acquired 
taste for power for its own sake. Such weak administrator believes 
that the management men largely matter common sense. 
does not equip himself thought study discharge his respon- 
sibilities. When finds himself the top will have basic guide 
action good times bad. 

And return again moral qualities, personal conduct, and 
character traits. The man whom given the responsibility for 
managing directing any organization has got make demands 
people. has require from them the necessary degree 
discipline, for without discipline the work team can come 
good effect. 

The handling the complex relationships which the organiza- 
tion itself creates and without which would have life remain 
all their untidiness for the man the top. this field that 
will have make his solitary decisions. The demands that are made 
him are made upon the whole man. have, therefore, all 
stages developing the higher executive aim making the whole 
man, capable standing alone, fit trusted with power, the 
strong but humble individual who has learned that free society 
the reward for good service demand for more service. 


PHILOSOPHY ADMINISTRATION: TOWARD CREATIVE GROWTH 


Marshall Dimock* 
New York: Harper and Brothers, 1958. 171 pp. $3.50. 


integration, blending everything that important. Administra- 
tion determines the kind society are going live for deals 
with institutional goals and objectives, with social values 
vidual growth. 

Many the basic principles biology are also the basic prin- 
ciples administration. Like administration, biology concerned 
with mutual relations, with growth and decline, with the cultural 
environment, with specialism, with balance, adaptation, coordination, 
integration and, most all, with survival. 

Biology also method. The key thing about institution 
that grows and declines. The four main stages growth are organ- 
ization, operation, expansion and maturity. The fourth stage may 


*Professor Political Science and Head the Government Department, 
New York University. 
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mark the period decline, depending the leadership factor and 
the cultural setting. opposition the have 
assume that man can help determine his environment. The admin- 
istrator should par excellence man who believes free will, 
who builder, not imitator. 

Balance one the main ingredients administrative 
philosophy. are enamoured quantitative growth that 
not sufficiently realize the dangers Bigness. Concentrated power 
universally bad for freedom and for efficiency. inconsistent 
with the principles that have made great. can only recapture 
the vigor and freshness outlook the frontier decentralize 
and return faith small competitive business. This can ef- 
fected through self-control. 

Balance within the individual enterprise brought about 
the integration all parts under one person and the progress 
all parts the same rate. Balanced individuals are also needed. 
Individuality our secret weapon; team leadership cannot sub- 
stituted for it. 

One the best ways keeping institutions and the economy 
balance for business have its realm and government its realm. 
The essence business function production. The essence govern- 
ment’s function creating the conditions for enterprise and self- 
government and umpiring conflicts between power groups. This 
separation can maintained only each side has full understand- 
ing and respect for the independence action the other. Business 
should not have contempt for government. 

Behavior and values cannot kept separate packages, despite 
what many logicians say. Values, not techniques, are the eventual 
determinants action. Instead talking about science admin- 
istration should think more clearly about the ethical moral 
content our aims. The man character the best administrator. 

The more powerful institution is, the more like the government 
political state becomes, the more the factor policy and 
politics, bureaucracy and large-scale management increase. must 
fight rear-guard battle preserve much can the price- 
less assets initiative, flexibility and enterprise which are inherent 
small units. 

American society may going through phase which there 
deep loss belief individuality and personality, craving for 
subjugation the group. But individuals more than groups 
who make institutions effective; the individual the source cre- 
ativity, spontaneity, flexibility, initiative, variation. Administrators 
need drive, perseverance, self-starting They not trail 
along preside, they must lead. 

general there are three principal things that any executive 
needs do: trouble shooter, gives supervision and 
promoter the future program the venture. carry out these 


functions must have plans, personnel and straight line organ- 
ization. Administration often unbelievably complex; everything 
blends together, all being related. the administrator concentrates 
upon one area the neglect others, the machine will become 
deranged. 

business corporations grow size they tend resemble 
governmental administration increasingly and even imitate its 
methods; this development has been called “administrative feder- 
alism.” The two ought different but these differences are nar- 
rowing. This all loss and gain; free enterprise the sense 
competition, freedom and entrepreneurship the best system that 
has been devised. 

The only philosophy administration which promises relief 
from the deadening effects bureaucracy administration objec- 
tives. This means involving all the key people the determining 
objectives the working out plans and policies and the formula- 
tion plans operation. The next step decide subobjectives 
and then give subordinates latitude working out the means. The 
goal develop the fullest possible extent the potentialities 
everyone who receives delegation. The administrator should have 
clear idea how problems should solved when attends staff 
meetings. Rules and regulations should kept minimum. 

Unfortunately organization has been increasingly regarded 
the area most readily adapted scientism, the segmented and formal 
approach has been awarded much support. “Organization specialists” 
seem think that organization can generalized about apart from 
social processes, the directing process, the whole administration. 
They are wrong. Any successful administrative work must retain 
sense the whole, must realize that growth and change, the serving 
objectives, the demands strategy, the blending values are the 
real criteria organization. 

Looking ahead essential survival the institution. Several 
principles apply. (1) You ought find the moral equivalent fathers 
with sons who will inherit the business. (2) The larger the institution, 
the greater the attention must give the future. (3) Planning 
must projected keep with social change. (4) Present and 
future decisions are interrelated. growth occurs, the defining 
objectives becomes central. Work should farmed out lower 
levels the organization rather than large research and planning 
staffs. 

There wide interest today the process decision-making. 
Chester Barnard has showed the importance both logical and non- 
logical, intuitive, elements decision-making. One draws upon 
amazing number standards, prejudices, policies, beliefs, without 
being conscious what happening. Some scientific devices such 
Operations Research and weighting techniques often lead excesses 
which are ludicrous. 
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Motivation not simply matter manipulation. The universal 
desire men find selfhood self-fulfillment. the extent 
that have the freedom, stimulation, opportunity and initiative 
move toward this image, are happy discouraged. Administrators 
thus have role akin that teacher, man religion, doctor 
the universal man. The man who motivates most the man who sets 
the most compelling example. Human relations matter what 
values society supports; suggest that the ultimate value respect 
and reverence for life. 

The problem institutional management effect the right 
combination between the opposing principles specialization (repre- 
sented science) and balance (represented morality and the 
humanities). The administrator has greater need for integration 
than any other; the combining opposites what does all the 
time. 

Bureaucracy the antithesis enterprise. will beat our 
way back individuality and enterprise, integrity and independence, 
with what happens the individual the ultimate test because that 
the system that established the highest level performance his- 
tory. Survival organizations will secured through “creative 
growth” which stresses the power people, which believes that too 
much concentrated power invites rigidity, and which thinks that 
the test administration whether creates fully unified blend. 


Comment: For the most part this book sets forth the author’s personal 
views administration, bolstered many quotations from Chester 
Barnard, Adolph Berle, Peter Drucker, William (Organization 
man) White, others. This reviewer liked the emphatic stress moral 
issues essential part the administrator’s daily grist, the im- 
portance attached values powerful force the administrative 
process, and the author’s insistence that the individual can, will, 
rise some degree above his environmental situation and make dif- 
ference what happens. 

Despite sharing many the author’s opinions, however, this 
reviewer found the book disappointing. The sources quoted seem too 
often poorly digested, and there are rather wide gaps and certain dis- 
tortions which would probably not have appeared had the author 
absorbed few the important studies which have appeared since 
1950 such those George Homans and William (Professor) 
Whyte. The behaviorists and sociologists roundly criticized Pro- 
fessor Dimock not all regard groups rather than individuals 
supplying leadership. Some them recognize explicitly the im- 
portance and indeed the necessity leadership patterns. What 
some them are doing probe beneath the abstract term “leader- 
ship” (as the author does not) ascertain the specific qualities and 
concrete activities the part individual which result his 
achieving leadership given organization particular circum- 
stances. 


The reader will challenged, stimulated, and (at times) irritated, 
but will probably not satisfied. This pity because there 
great need for good book dealing with the philosophy administra- 
tion. The task admittedly difficult one, and perhaps enough 
this stage that Professor Dimock has tried, thereby giving others mark 
shoot at. Ralph Hower, Professor Business Administration. 


SOCIAL ASPECTS AUTOMATION Monsignor George Higgins* 


In: Automations New York: Engineering Publishers, 1958. 
pp. 159-167. $5.00. 


American theologians and moral philosophers have published very 
little scholarly scientific nature the ethical moral aspects 
automation. The reason, which reflects more credit them than 
blame, that automation not only relatively new phenomenon but 
also one which, because its technical complexity, initially baffles. 
scholarly scientific theology automation cannot developed 
the vacuum university library, scientific laboratory much less 
automized factory. adequate theology automation can 
developed only the closest collaboration among the theologian, the 
scientist and the practical technician. 

Three statements automation made Pope Pius XII the 
past two years provide extremely useful outline for discussion 
the moral theology automation. first question whether 
automation blessing curse from the point view moral 
philosophy. The answer, course, neither. Pope Pius XII sum- 
marizes this two-pronged reaction follows: “The development 
automation should considered with prudence and healthy op- 
timism,” yet the world must reminded the fundamental truth 
that technological progress not end itself and that does not 
find within itself “the principle its own regulation.” Thus automa- 
tion should promote the spiritual, cultural, well the material 
welfare human beings. Negatively, automation could used 
selfishly increase the profits few or, more specifically, could 
even underemployment given region the country. 

Labor and cooperation with government 
have joint responsibility make automation serve the general 
economic and social welfare. “Recent instances show,” the Pope 
stated, for example, “that the risk mass unemployment result 


*Very Reverend Monsignor George Higgins the Director, Social 
Action Department, National Catholic Welfare Conference, Washington, 
the Electronic Industries Association Conference Auto- 
mation Systems for Business and Industry. Sessions II: Automation Within 
the Electronics Industry; Sessions III IV: Automation Outside the Electronics 


Industry; Session The Economic, Education and Social Aspects Automa- 
tion (Panel Discussion). 
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the sudden modernization factories not illusory.” “judicious 
participation workers the effort expansion,” continued, 
would not only help avoid this danger but would also “bring about 
progressive and profound transformation the working class.” His 
advice labor and management extremely simple: “it better 
bargain than fight.” 

labor leader recently insisted the importance labor- 
management cooperation the only just and sensible method 
planning the change-over automation. Whenever possible, says, 
workers should adequately trained operate new equipment. 
addition, permanently dislocated workers should given reasonable 
consideration. The majority labor leaders are prepared welcome 
automation long serves the general economic welfare. 

Labor-management cooperation the solution limited prob- 
lems this type step the right direction, but hardly more than 
that. Cooperation also needed for the development over-all 
policy economic and social stability and prosperity. That 
say, the solution the economic and social problems created 
automation depends large measure the general health our 
economic system. 

has been too readily taken for granted that economic planning 
for the general welfare primarily the responsibility government 
and only secondarily, all, the responsibility free associations 
workers and employers. This leads varying degrees statism, none 
which are desirable. the United States can usher new 
era labor-management-government cooperation which will com- 
bine the values planning with the values freedom, will benefit 
the rest the world well our own country. 

Automation likely have its greatest impact not the socio- 
economic order, but rather the broad field culture, including edu- 
cation and religion. Surely one its inevitable by-products will 
increase leisure for the masses. Leisure, like automation, not 
necessarily either blessing curse. all depends what people 
with it, Pope Pius XII has stated, “man has leisure not only 
natural and proper relief, but improve his faculties, better 
fulfill his religious, family, and social duties, and make himself 
physically and spiritually better fit for work.” this lies the impor- 
tance strengthening our cultural and religious values, the absence 
which automation will make automatons out men. 

Let hope that educators will not decide put all our educa- 
tional eggs one basket scientific training. This would tragic 
mistake. the words Pope Pius XII true education this era 
automation “must involve the whole man because the advance 
modern economy the qualities worker’s character are decisive 
importance.” can develop this type education for all our 
people, there every reason hope that the emerging era automa- 
tion will one the greatest the history mankind. 


TRAINS AND TRAFFIC* Sillcoxt 


Boston: Graduate School Business Administration, Harvard Uni- 
versity, 1958. pp. 


The paramount problem facing the transportation industry the 
need for formulation and enforcement national policy which will 
justice all transportation interests, and the same time, conserve 
the public interest. This cannot done duplication transporta- 
tion facilities makes unit costs freight high that freight rates 
become burden the shipper. work out proper coordination be- 
tween joint use the various forms transportation, the readjust- 
ment railway freight rates, well classified freight service, 
required. 

Much has been said the subject coordination various 
forms transportation. sufficient state the general principles 
that all forms transportation should integrated order that each 
type carrier used the field where has the greatest relative 
efficiency. Moreover, joint through rates, through routes, adequate 
interchange facilities, and adjusted schedules should established. 

Railways can great many things internally bring their 
rate-making policy line with modern requirements. Their current 
rate-making policy seems merely determine costs and then 
add fair profit. The cost approach, however, often results pricing 
most railway services out the market. Instead adding costs 
determine rates, the railway officer should start with rate and 
then determine what costs can afford incur. Rates should deter- 
mine costs very significant degree. 

large share the railways’ present trouble occurs because man- 
agement feels that costs are unascertainable and that the greater part 
them are fixed. the first place, neither these propositions 
true the degree suggested. the second place, substantial elements 
traffic are being solicited less than long-run variable costs, for 
instance some the perishable freight traffic from California New 
York. The railways having been brought under monopolistic 
policy charging what the traffic will bear the past have placed 
themselves position where they find socially impossible with- 
draw from deficit traffic. competition strictly cost basis has 
increased they cannot build-up surpluses out other traffic com- 
pensate. only through cost analysis that their problems this 
nature can formulated and corrected. 

the other hand, the demand side the problem worthy 
careful analysis. Shippers are willing pay for service involving real 


*Presented the Graduate School Business Administration, Harvard 
University, October 17, 1958. Copies the speech are available from the office 
The Executive while the supply lasts. 


Vice Chairman the Board, The New York Air Brake Com- 
pany, New York. 


advantages even though may require greater use resources for 
transportation than would the case when employing the lowest cost 
schedules for example, the growing use air-freight. Shippers are 
not happy about railway service today and they are showing 
steady increase the use competitive modes transportation. 
When highway trailers are moving freight from New York the West 
Coast four days faster than competing cars rail, time for the 
railways place their carload business strictly timetable basis 
that movement can administered and costs controlled. all the 
reports the executive officer should anxious see the beginning 
each day the one showing what shipments failed reach their 
destination the time specified and why nothing else really matters. 
The information not now available and that why top leadership 
cannot and does not correct the situation. 

During July 1958, the Pennsylvania Railroad cooperation with 
other roads instituted new service. Companies with their own flat 
cars and truck-trailers are given “hitch-on piggyback” service from the 
East specified points the Southwest. costs only 21.5 cents per 
trailer-mile comparison with over-the-highway costs 
cents per trailer-mile. This innovation likely stimulate new in- 
terest relieving our through highways truck traffic congestion. 

Though “piggyback” service old device, the railways have 
adopted new plan, designed draw least some the funds spent 
private shippers back into the railway field. allows all shippers 
take advantage lower costs routing their trailers rail long 
hauls. The new rates give the railways comfortable margin above 
their average per car-mile expenses, yet will provide attractive savings 
for private shippers. This service combination with plan like that 
the Pennsylvania Railroad, whereby company can provide its own 
flat cars, should really force the railways time-cost basis per- 
forming service and scheduling their operations that every waybill 
would show the delivery time, and operating officers would held 
strictly accountable for any variance from promised performance. 

The railway industry not defunct Its services are 
more essential the well-being the economy today than they ever 
have been the past. order accomplish their mission, they must 
wipe out all obsolete lines and terminals, and integrate their facilities. 
railways can this, they will remain source strength the 
nation. 


The Sixth Series 


MANAGEMENT 


ADMINISTRATIVE BEHAVIOR: STUDY DECISION-MAKING PROCESSES 


ADMINISTRATIVE ORGANIZATION Herbert Simon* 


New York: The Macmillan Company, 1957. 253 pp. (First published 
1947). 


Although any practical activity involves both “deciding” and 
“doing,” has not commonly been recognized that theory admin- 
istration should concerned with the processes decision well 
with the processes action. Yet the process “deciding” pervades 
the entire administrative organization quite much does the task 
“doing.” 

The actual physical task carrying out organization’s ob- 
jectives falls the persons the lowest level the administrative 
hierarchy the operatives. The administrative and supervisory staff 
participate the accomplishment these objectives the extent that 
they influence the decisions these operatives. 

All behavior involves conscious unconscious selection par- 
ticular actions out all those which are physically possible. great 
deal behavior purposive oriented toward goals objectives. 
This purposiveness brings about integration the pattern be- 
havior; provides principal criterion determining what things are 
which are conducive the achievement the previously selected 
goals. 


*Professor Administration and Head, Department Industrial Manage- 
ment; Graduate School Industrial Administration, Carnegie Institute 
Technology. 
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Administrative activity group activity. Administrative proc- 
esses facilitate the application organized effort the group task. 
They consist segregating certain elements the decisions mem- 
bers the organization, and establishing regular organizational pro- 
cedures select and determine these elements and communicate 
them the members concerned. The organization, then, takes from 
the individual some his decisional autonomy, and substitutes for 
organization decision-making process. 

The ways which the organization influences the decisions 
the individual are external and internal. The “external” influences 
include authority, advice and information, and training. The “in- 
influences include the criterion efficiency and organizational 
identifications. The individual accepts these influences because the 
organization objective is, indirectly, personal objective. 

fatal defect the current principles administration that, 
like proverbs, they occur pairs. For almost every principle, one can 
find equally plausible and contradictory one. There nothing 
the theory indicate which the proper one apply. The difficulty 
has arisen from treating “principles administration” what are 
really only criteria for describing and diagnosing administrative situa- 
tions. valid approach the study administration requires that 
all the relevant diagnostic criteria identified; that each administra- 
tive situation analyzed terms the entire set criteria; and that 
research instituted determine how weights can assigned the 
several criteria when they are mutually incompatible. 

Every decision involves elements two kinds, and 
“value.” Factual propositions are statements about the observable 
world and the way which operates. They may tested de- 
termine whether they are true false. Decisions possess, addition, 
imperative quality they select one future state affairs 
preference another and direct behavior toward the chosen alterna- 
tive. They have ethical quality. Given complete set value and 
factual premises, there only one decision which consistent with 
rationality. 

impossible for the behavior single, isolated individual 
reach any high degree rationality. The limits rationality derive 
from the inability the human mind bring bear upon single 
decision all the aspects value, knowledge, and behavior that would 
relevant. Human rationality operates, then, within the limits 
psychological environment. The environment imposes the indi- 
vidual “givens” selection factors upon which must base his 
decisions. The deliberate control the environment decision per- 
mits not only the integration choice, but its socialization well. 
Social institutions may viewed regularizations the behavior 
individuals through subjection their behavior stimulus-patterns 
socially imposed them. these patterns that understanding 
the meaning and function organization found. 
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Through the system authority and other types communica- 
tion, the organization provides the individual with some his prin- 
ciple premises decision: specifies his fundamental value-premises 
the organization objectives and supplies him with relevant 
information all sorts that necessary implement these 
values. The organizationally supplied premises are synthesized the 
individual into completed decision. Crucial the synthesis are the 
decisional premises that the individual himself supplies: the criterion 
efficiency and organizational identifications loyalties. 

person identifies himself with group when, making de- 
cision, evaluates the several alternatives choice terms their 
consequences for the specified group. The tendency administra- 
tor measure his organization terms adequacy (the degree 
which goals have been reached) rather than efficiency (the degree 
which the goals have been reached relative the available re- 
sources). would seem that major problem effective organization 
specialize and subdivide activities such manner that the 
psychological forces identification will contribute to, rather than 
hinder, correct decision-making. 

Organization behavior complex network decisional proc- 
esses, all pointed toward their influence upon the behaviors the 
operatives. The anatomy the organization found the 
distribution and allocation decision-making functions. The physiology 
the organization found the processes whereby the or- 
ganization influences the decisions each its members supplying 
these decisions with their premises. 

understanding the conditions for the applicability ad- 
ministrative principles obtained from analysis the ad- 
ministrative process terms decisions. this approach taken, 
the rationality decisions that is, their appropriateness for the 
accomplishment specified goals becomes the central concern 
administrative theory. The need for administrative theory resides 
the fact that there are practical limits human rationality, and 
that these limits are not static, but depend upon the organizational 
environment which the individual’s decision takes place. The task 
administration design this environment that the individual 
will approach close practicable rationality (judged terms 
the organization’s goals) his 


Comment: This book has been widely regarded “classic man- 
agement” for two major reasons. First, one the very few at- 
tempts which have ever been made lay out comprehensive theory 
organization and administration (Fayol and Barnard being notable 
predecessors). Professor Simon has worked from many Barnard’s 
basic notions and advanced more systematic and rigorous theory, 
although this has necessarily meant omitting giving only passing 
consideration many Barnard’s elements. Simon’s theory still 


stands the most systematic general theory administration available 
today, ten years after its original publication. 

Second, focussing the decision-making processes organiza- 
tions, provides highly useful way thinking about this important 
subject. Moreover, suggests many the theoretical bases for the 
mathematical applications administrative decisions which are cur- 
rently much vogue. 

Executives reading this volume may find useful theoretical 
explanations for some the events and situations they have encoun- 
tered their practical experiences. Others may gain new insights into 
their own problems, practices, and ways thinking. Particularly 
valuable this regard are Chapter VII “The Role Authority,” 
Problems Administrative Theory,’ and Chapter III which makes 
some useful distinctions between “Fact and Value Decision Making.” 
Each these chapters deals with important and complex body 
concepts straightforward way. 

Unfortunately, Administrative Behavior suffers from all the 
usual problems pioneering work. necessarily highly abstract 
and the model presented therefore exceedingly difficult utilize 
observing operating enterprise. Because the limited knowledge 
organizational behavior now existent, necessarily leaves out 
understates factors which cannot yet taken account systematically 
but whose importance can clearly demonstrated. The most severe 
criticism, then, that Simon has tried build comprehensive theory 
too soon before enough known about the various building blocks 
and before known how make the elements the theory directly 
observable, measurable and testable. Nonetheless, this the direction 
which researchers and theoreticians should moving towards 
adequate, operational general theory and Professor 
credit that has made the first systematic attempt. Robert Katz, 
Assistant Professor Business Administration. 


First let say "thank you" all who commented 
this section last month's EXECUTIVE. You will recall 
that for the first time presented the 
current literature one topic: this instance, Politics 
and Business. ended our section extending invita- 
tion our readers react this type "this may 
interest you" section and suggest topics for similar 
treatment. The was most gratifying and indicated 
that were the right track. will attempt similar 
ventures future months. 


For many years have had particular interest the 
novel form business literature. guess I've been 
working center spread this topic. still may 
one; but the meantime, would like call your 
attention two pieces. The first omnibus review the 
Saturday Review six contemporary novels. (November 
1958 issue). Spectorsky presents critiques under the 
heading Runs Six the Flagpole. The Saturday Review 
editor set the stage with these words: 

This fall has been singularly prolific season 
for fiction dealing with mythic world 
Madison Avenue. Many new writers have sought 
describe the morals and manners today's 
businessman, public relations man, adman, and 


q 


determine what makes him run. has asked 
Spectorsky review some these novels. Mr. 
Spectorsky author "The has worked 
virtually all the fields communications 
during the past twenty years, including newspapers, 
magazines, radio, TV, and advertising. 


breezy, cavalierish, and times supercilious sort 
way, Spectorsky, the associate publisher Playboy maga- 
zine, has this say: 


The books question are business novels... 

One might better categorize them "busi- 

ness westerns," what with their local color, 
their Technicolored detail, and 
their good guys and bad guys. They are also 
"regional" books, novelistic expositions 

the Mad Mystique, cautionary immorality plays 
about power ploys the plush purlieus the 
once hidden and now ridden persuaders. 


Typically, these business novels (which are 
rivaling the hoop rage, but may not last 
long) are Horatio Alger upside down. Typically, 


the Alger hero was rewarded business for his 
honesty and industry, which won him high 
position and often the hand the boss's daughter 
marriage. Today's business novel frequently 
works reverse: the hero (usually from small 
town, usually the son failure) practises 
every mean and horrid trick his trade, becomes 
dehumanized and lethal loner, seduces the boss's 
daughter (or wife, secretary, best friend's 
wife) and then, having fought the top dishonor- 
ably, undergoes change heart and dumps 

all sometimes stay his biz but operate 
ethically, often secede from the rat race 
favor living the country like happy bumpkin 
(or gentleman farmer, successful writer). 
quently, too, the crisis which precipitates the 
change not one conscience, but business 
ill health. Not too surprisingly since 
many these books are first novels there 
often almost embarrassing parallel between the 
authors' careers and those their protagonists. 


Here are his selections: 


Shepherd Mead The Admen (Simon Schuster, $4) 

Sterling Quinlan The Merger (Doubleday, $3.95) 

Robert Van Riper Really Sincere Guy (McKay, $4) 

Edward Stephens Twist Lemon (Doubleday, $3.95) 

Middleton Kiefer Pax (Random House, $3.95) 

Harold Livingston The Detroiters (Houghton Mifflin, 
$3.95) 


(The Saturday Review published weekly Saturday 
Review Inc., 45th Street, New York 36, 
year; 25¢ single copy.) 

entirely different type treatment appears the 
current (October, 1958) issue The Atlanta Economic 
Review. article entitled The Novelists View Manage- 
ment William Scott, the author Associate Professor 
Management, School Business Administration Georgia 
State College focuses his attention the hero-manager 
the past, present and future, portrayed modern 
fiction. Some the novels mentioned Scott are: 

Frank Norris The Pit 

Theodore Dreiser The Financier and The Titan 

Upton Sinclair The Jungle and Oil 

Scott Fitzgerald The Great Gatsby 

John Marquand Point Return and Sincerely, 
Willis Wayde 

Ernst Pawel From the Dark Tower 

Frederick Wakeman The Hucksters 

Sloan Wilson The the Gray Flannel Suit 

Howard Swiggett The Power and the Prize and 
The Durable Fire 

Spectorsky The Exurbanites 

Benard Lester Weatherby Crisis 

Ayn Rand Atlas Shrugged 

Cameron Hawley Executive Suite and Cash McCall 

George Orwell 1984 

(Copies the Atlanta Economic Review are available 
writing the Bureau Business and Economic Research, 
School Business Administration, Georgia State College, 
Gilmer Street, E., Atlanta Ga. Published monthly, 
free charge.) 


For those you who would like pursue this topic 
further, would highly recommend bibliography just issued 
Purdue University Libraries: 


The Image the Business Man America; 
selection books and articles the decade 


1948-1958, prepared Barnett for the Occa- 
Sion the Fall Meeting, November 1958 the 
Ohio-Indiana Chapter, American Studies Association. 
Purdue University Libraries Book List No. 
(Supplement) October 1958. are available 
request from Barnett, Reference Libra- 
rian, Social Science Reading Room, Purdue University 
Libraries, Lafayette, Indiana. 

This bibliography does not carry any 
critical notes but excellent list novels and 
serious studies the image businessmen America. 

* * 

Unfortunately there are many significant publications 
pouring over our desks which not fit the pattern listed 
our selections which provide broad back- 
ground the social, political, economic and business prob- 
lems the day. Yet they are worthy mention here. 
example, think you would like know about new diction- 
ary Labor-Management Relations. You won't find 
your local book store and have not yet seen reviewed 
listed the usual sources. It's being published parts 
the Industrial Relations Center the College 
Business Administration, University Hawaii, and being 
edited Dr. Harold Roberts, the Dean the College 
Business Administration. far has issued five parts, 
carrying the Dictionary through the letter "F". par- 
ticularly liked its encyclopedic characteristics, for not 
only does define terms but describes organizations and 
identified people involved labor-management relations. 
Particularly useful are the bibliographical references 
included under many the definitions. Dr. Roberts has 
followed very useful practice having short statements 
for the more commonly known terms but longer explanations 
for the less frequently encountered phrases. The price 
each pamphlet $0.50 and may obtained writing 
Industrial Relations Center, University Hawaii, Honolulu 


14, Hawaii. 


ECONOMIC CHANGE AND THE SHERMAN ACT: SOME REFLECTIONS 
“WORKABLE COMPETITION” George Stocking* 


Virginia Law Review, Vol. 44, No. May 1958, pp. 537-582. 


The Supreme Court 1933 found Appalachian Coals, Inc. 
cooperative sales agency designed “foster fair competitive 
opportunities” and “thus aid relieving depressed industry and 
reviving commerce placing competition upon sounder basis.” 
Seven years later, the Court condemned unlawful cooperative 
gasoline-buying program the leading oil companies. While any 
competent law student might differentiate these two cases the 
basis their facts, the opinions reflect less the logic the law than 
the temper the times. Judges, like other people, cannot dissociate 
themselves from the institutional matrix which they have their being. 

The New Deal, which initially made economic planning govern- 
mental responsibility, had the same time nourished suspicion 
not hostility toward Big Business. According the teachings 
neoclassical theory competitive industrial structure 
economical allocation resources and distribution income 
accordance with the principle marginal productivity. But the 
theory monopolistic imperfect competition presented 
Chamberlin, challenged the adequacy market forces protect 
the public welfare industries where sellers are few and products 
standardized. Chamberlin concluded that informed and rational 
oligopolists take account the indirect well the direct con- 
sequences their decisions, they will without conspiring behave like 
monopolists. 

While judges and economists, both influenced and influencing 
the temper the times, were beginning conceive the monopoly 
problem similar terms, administrators, too, reflected the prevailing 
skepticism about the compatibility market few sellers with 


*Professor Economics and Director Institute Research the Social 
Sciences, Vanderbilt University. 


effective competition. During the late 1930’s and early the 
Federal Trade Commission inaugurated number proceedings 
against associated activities trade rivals designed lessen the 
severity competition among themselves. was thus bringing its 
findings and orders into closer accord with the theory oligopolistic 
pricing. aimed banning monopolistic behavior that apparently 
resulted from sellers’ recognition their mutual interdependence 
markets where they were few number. 

Although many decisions brought legal doctrine somewhat closer 
contemporary economic logic, they did not solve the basic problem 
with which the judges and administrators were concerned: how 
make competition effective markets few sellers. The decisions 
banned the monopolistic practices but left unmodified the structure 
industry which may have shaped practices. Price leadership was 
almost inevitable business practice, and the finding criminal con- 
spiracy followed nominal fines was mild punishment, not basic 
remedy. Moreover, left executives puzzled because they did not 
know just how protect their separate business interests without fol- 
lowing common pricing policies, disturbed realization that 
they did they would run afoul the law. Conspiracy, they feared, 
was being identified with sound business practice. 

Meanwhile the economists had become concerned about the po- 
litical implications the Chamberlinian logic. was the business- 
man’s search for the economies mass production that had shaped 
the structure the contemporary economy, rigorous enforcement 
the antitrust statutes designed insure competitive pricing could 
had only the expense industrial efficiency. 

This drift was the occasion for re-examination the Chamber- 
linian logic and the implications industrial structure public 
policy. John Clark, like Chamberlin, recognized that pure 
perfect competition was abstraction, theoretical ideal realized 
few any markets. conceived workable competition the 
best attainable functioning markets under existing institutional 
arrangements. Substitutes and potential competition, argued, 
tended insure consumers adequate protection 
exploitation. 

‘the environment that had nourished Clark’s ideas was that 
inaugurated World War II. This brought the country level 
material welfare and abundance that excited the admiration and 
envy the rest the world. The American economic system worked 
must therefore workable. 

the concept workable competition has gained general ac- 
ceptance has undergone clarification and modification. Although 
economists might differ their judgments the workability 
any particular industrial arrangement, they are pretty well agreed 
what look for reaching judgment. While differing the 
weight they would attach the several criteria, they would look 


industry’s structure, the conduct the firms that comprise it, 
and its performance. 

Although economists have developed logic that some think 
may use antitrust proceedings, the lawyers who have been 
the most unrestrained urging that the concept workable com- 
petition utilized practical standard the adjudication anti- 
trust cases. The Business Advisory Council the Department 
Commerce 1952 recommended changes administrative standards 
and procedures under the antitrust statutes designed adjust the law 
industrial structure and business practice rather than make 
industrial structure and business practice conform the law. The 
Council identified the performance the national economy with the 
performance big firms and lamented tendency confuse bigness 
with monopoly. Even without benefit the committee’s work the 
courts were already manifesting disposition judge alleged viola- 
tions the Sherman Act the concept workable competition. 

Cultural environment determines the attitudes the courts 
antitrust decisions, and economists, who, like judges, have responded 
the same influences, have afforded the concept workable 


competition logical basis for lax administration the Sherman 
Act. 


HOW OVERHAUL SPUTTERING BUSINESS LEWIS HAWAIIAN 
AIRLINES 


Management Methods, Vol. 15, No. October 1958, pp. 42-50, 92-99, 
101. 


Case History. 1929 Hawaiian Airlines started scheduled 
flights losing money first, then prospering. The war offered the 
company its real opportunity: inter-island steamer travel was elimi- 
nated, leaving the airline with virtual monopoly. This monoply, 
however, together with war conditions, planted the seeds big 
problems that were plague the company later. 

Hawaiian’s personnel acquired reputation for arrogance and 
self-interest. When the war was over, most airlines took steps 
overcome unavoidable wartime resentment, but the case HAL, 
customer resentment continued unabated. Angered the treatment 
received Orientals during the war, Chinese businessman organized 
Trans-Pacific Airlines 1946, exploiting the hilt the wartime 
grievances and charging the company with new ones. 1954 TPA 
had attracted 30% the inter-island passenger business, plus 
the air freight tonnage. 

its attempt fight back, HAL’s management began replacing 
some its older DC-3s with bigger, faster CV-340s, financing the 
purchase with $2.8 million dollar bank loan. But TPA countered 
with heavy advertising campaign, discrediting the CV-340s. an- 
other attempt stay competitive, HAL undertook all-out cam- 
paign against its runaway costs. But instead seeking ways be- 


come efficient, management just stopped spending money. sum 
total, the intended savings made matters worse. 

1954, after survey the company management con- 
sultants, HAL’s board chose Arthur Lewis, then assistant vice- 
president American Airlines, president. The remainder this 
article describes detail some the major actions President Lewis 
has taken overhaul his company. 

Problem How make company pull together. Lewis decided 
could stimulate the strongest favorable response from the organiza- 
tion with the shock complete overhaul. First, however, wanted 
study the organization and win respect his leadership capacity. 
circulating among personnel and calling special meetings vari- 
ous groups, Lewis discovered that most people were uninformed mis- 
informed about the company’s position. Though mincing words, 
Lewis stressed his confidence that, everyone would pull together, 
the company could prosper again soon. 

Lewis took token steps foreshadow the changes that were 
come. assigned carefully defined areas management authority, 
making clear that expected results. tried create new public 
personality for HAL, emphasizing positive efficiency and community 
service. After making his preliminary organization plans, Lewis pro- 
moted two men the organization vice president, and brought 
Jack Tobin, United Airlines district sales manager, vice president 
for sales and service. counteract fragmentation and overlapping 
responsibility the organization, Lewis regrouped departments and 
created new ones fill out the framework, such department 
economic control. 

The objective the changes the sales area was create sales- 
oriented thinking among all service people. People were released 
who could not would not bend their shoulders the wheel. The 
positions district sales manager and assistant manager were created 
the various islands; Tobin released large shares his own manage- 
ment authority them. 

the reorganization program Lewis and his associates felt 
that they must avoid the risk the company’s framework solidifying 
before was fully remodeled. Partly counteract the insecurity 
caused rapid change, other forces were set motion suggest 
things would eventually run scientific basis. Standards 
work performance, scientific job evaluation, job descriptions, and 
fair salary program were established. More significantly, management 
undertook work with unions positive basis partnership. 
Because this cooperative attitude, unions agreed one-year 
moratorium wage negotiations. 

creation well coordinated company, management training 
and development were given priority. HAL formed its own manage- 
ment club. Once each month, management and supervisory personnel 
fly into Honolulu for regular dinner meeting which internal 


problems and general management topics are discussed. Four times 
year, department heads attend regular meetings the top manage- 
ment staff for which reading assigned and discussed. HAL also sends 
major executives back the mainland attend management develop- 
ment programs. 

HAL maintains force motivation behind its people offer- 
ing special recognition for special achievement. For example, “Em- 
ployee the Year” and “Stewardess the Year” awards are made. 

Though within year Lewis had put new life into sparkless 
organization, the company still needed set workable management 
controls that would force costs down and profits up. 

Problem How level nosedive with management controls. 
Lewis admitted that there was nothing could for the moment 
about the company’s market limitation (within the 300 miles between 
the six islands) and TPA competition. But could make break- 
through the problem costs now. The launching budget 
program had the expected effect: cost reduction began immediately. 
The budget program, seldom used HAL, forced administrative 
people get more output with less resources. 

The budget system set the stage for tighter operating controls. 
Lewis felt certain that the flight schedule and thus operating costs 
could trimmed without loss business. Thus, completely 
new system scheduling was devised. result, the number 
plane-miles flown decreased 5%, but the number passenger-miles 
flown increased profitable 16%. The most significant fact all was 
that the Lewis program gave the company profit 1956 for the first 
time four years. 

Though cost-wise HAL had become competitive, still had 
make its “product” inter-island transportation more appealing 
customers. 

Problem How give business more sales appeal. Lewis took 
immediate steps: The need for courtesy and service-mindedness was 
driven home personnel; the no-smoking ban was thrown out; 
reservation offices were kept open longer. 

Lewis knew, however, that HAL would have create attractions 
that were far more noticeable. One idea was replace the tiny 
plane windows with large five-foot wide windows. But the improve- 
ments would take money, and HAL didn’t have any spend. 
finance the project, Lewis had the current loan refinanced and de- 
preciated over instead years, took out new loan, sold two 
DC-3s and leased one the CV-340s during the slack season. 

the same time the installation the windows, smaller but 
more comfortable seats, luxury cabin fabrics, and crisp color schemes 
were added. 

President Lewis the expenditures advertising and 
promotion: strongly worded ads were backed equally hard- 
hitting promotion effort themed Hawaii’s scenic attractions. For 


example, 28-minute travel movie was produced color for use 
the U.S. well Hawaii. 

Though 1957 saw profit $183,275, Lewis wanted provide 
better career opportunities for employees and better profit oppor- 
tunities for stockholders. The only way this was break- 
through the walls his present market. 

Problem How crack market barrier. The ideal solution 
was CAB certificate authorizing scheduled flights and from the 
mainland. Lewis realized, however, that this goal could 
reached only through long-range plans. The immediate expansion 
answer was acquire large four-engine plane with enough range 
service the entire Pacific area, and modify for complete flexi- 
bility both passenger and cargo carrying. 

Lewis knew that expand into these new markets would 
complicated, risky business. All costs considered, this one additional 
plane would represent about 40% increase HAL’s invested capital. 
Lewis, however, stuck his position that the company had choice 
but make this growth step. 

Douglas DC-6A, perfect for HAL’s purposes, was obtained for 
surprisingly low $1,020,000. Now everything hinged the success 
the convertible debenture offering that Lewis had arranged 
cover the costs. was not long, however, before the success the 
financing was clear. 

Said President Lewis: “Our company shape reach out for 
very rewarding future. Our job now develop both phases 
our business inter-island and overseas air their full 
potential.” 

The power that has raised Hawaiian Airlines’ ceiling for future 
growth has been the injection new kind management. This 
case history makes one point clear. Big problems can either make 
break company. When professional management applied, bigger 
problems usually result better solutions. 


INCENTIVES THE TURN THE TIDE? Hopkins* 


The Listener, Vol. 60, No. 1528, July 10, 1958, pp. 42-43, 59. 


Over the better part the last twenty years, the proportion 
workers Great Britain paid under systems which relate payment 
output has grown steadily. the end 1955 had risen almost 
third all industries. During the same period there was marked 
tendency for people talk about this kind incentive indispen- 
sable. Some suggested that, negative incentives (such fear 
dismissal lay-off) had been largely removed full employment, 
positive incentives were the prime remaining means stimulating 
fair day’s work for fair day’s pay. 


*Personnel and Welfare Manager, Vauxhall Motors Ltd., Luton, Beds., 
England. 


Now comes what these particular people can only regard 
remarkable development. Over the past two years the proportion 
workers under incentive systems has flattened out, and even started 
fall away. This change has come about for three broad and clearly 
tangible reasons: first, the evolution new manufacturing methods; 
secondly, the cumulative amendment intended improvements 
incentive schemes point which they have ceased serve their 
purpose; and, thirdly, revised concepts management. 

Let look the assumptions which systems payment-by- 
results are generally based. One that the additional effort will 
physical nature. However, physical effort longer para- 
mount factor securing output. the equipment and planning 
which are increasingly responsible. Moreover, management today must 
able count specific daily weekly output, particularly 
integrated systems manufacturing, such the motor industry. 
must not fall short this output; the same time there often 
virtue exceeding it. The output required that which the market 
will absorb that time. Furthermore, the output must balance: 
there must the same number engines axles. such circum- 
stances surely contradictory entrust responsibility for output 
the whim workers influenced system payment-by-results. 

Another requirement for satisfactory system payment-by- 
results that should simple possible that all workers 
understand how functions. Moreover, must scrupulously fair, 
and this fairness must self-evident. More output now lost 
debating the obscurities than created result having the alleged 
incentives. 

These well meaning efforts, moreover, have not solved the widely 
recognized problem maintaining reasonable balance earnings 
between semi-skilled workmen paid results and others possibly 
highly skilled who are traditionally paid straight-time basis. 
This situation which encourages claims for rate increases, not 
merits the work being done, but simply relation the earnings 
others. 

The third reason for this reduction the number incentive 
schemes revised concepts management: management should 
always accept full responsibility for output all circumstances. The 
good manager should able obtain additional effort times 
difficulty, even the workers not get extra cash. 

Incentive schemes the form payment-by-results are longer 
the invariable clue productivity, efficiency, worker satisfaction. 
The clue fair day’s work for fair day’s pay lies another direc- 
tion. management does its job providing up-to-date tools and 
maintaining technical services leading constant development cost 
and labor-saving methods, workmen will co-operate the knowledge 
that their true incentive threefold: present security conse- 
quence working efficient organization; stability earnings 


, 
) 


provided straight-time rate structure; and brighter hopes for 
the result producing more goods with the same 
amount human effort. 


MANAGEMENT TRIES SOME STRAIGHT TALK 


Robert Newcomb and Marg Sammons* 


Dun’s Review and Modern Industry, Vol. 72, No. November 1958, 
pp. 44-45, 80, 82, 84, 86, 89. 


Management beginning adopt new front, not only the 
bargaining tournaments with the labor unions, but also the pre- 
liminary conversations. Management now insisting that employees, 
well the union representatives the bargaining table, told 
the cold facts economic rises and declines. The recession entitled 
some the credit for management’s new candor. Employees 
constantly reminded the labor press management’s bottomless 
reservoir plenty found themselves faced with the sobering realities 
short work weeks, layoffs, and plant shutdowns. Moreover, many 
employees have learned that union appraisals the American economy 
have not been altogether accurate. For the first time ten years 
more, management realizes has the employee’s ear, and the 
intention least some pour something into it. 

Only few years ago was unusual find management com- 
munication any reference impending negotiations. The labor press, 
course, imposed such restraints itself. talked freely its 
demands, promised new and gratifying conquests 
notarized the company’s ability pay. Management, meanwhile, 
clung its conviction that the place for bargaining was the bar- 
gaining table and nowhere else. this chasm ignorance 
modern management seeking fill with hard fact and sensible 
business philosophy. Caterpillar Tractor Company, Peoria, for 
example, put the problem inflation squarely the union, and, 
publishing the employee paper, invited employees appraise the 
company’s proposal: The 1958 demands the union are com- 
pletely unrealistic, and their cost utterly fantastic. Instead fighting 
the recession and speeding the recall laid-off employees, these de- 
mands granted would have the opposite effect.” 

Does this type communication carry any actual weight the 
bargaining table? There are two schools thought, but more and 
more companies are inclining toward heavier pre-bargaining com- 
munication. They are counting informed electorate. 

For years the labor press has made issue industry’s profits. 
The semi-apologetic mumblings management have neither quieted 
the labor journalists nor given any particular enlightenment and com- 
fort the individual employee. Now there strong evidence 
management communications that management out merchandise 


*Newcomb and Sammons, consulting firm, Chicago. 


profit something that good for all. Electric Hose Rubber 
Company, Wilmington, Del., for example, reviewed the purchase 
eight braiding machines: “It took million dollars sales income 
before could buy them.” The alert editor pointed out that the 
eight new pieces equipment, purchased out profit, also provided 
new jobs. 

the veterans industrial relations, the firmer tone manage- 
ment’s voice indicates its determination get the unembroidered facts 
economic life across employees. Most them recognize that 
the payoff there one must made the bargaining 
table. They feel that employees can convinced the soundness 
management’s position advance bargaining that con- 
viction will reflected less adamant union position. 


MANAGEMENT WITHOUT MEDDLING Ben Mills* 


Think Magazine, Vol. 24, No. 10, October 1958, pp. 8-11. 


The practice management has changed considerably the 
last years. The growth the democratic way life has brought 
upon industry new social requirements. When the nation entrusts 
manager portion its natural and human resources, his 
moral obligation realize social well economic return 
the investment. This beyond the profit motive which, course, 
must remain strong influence itself. 

The new conditions are forcing the growth completely new 
philosophy management. The keystone the philosophy the 
conviction that the strongest motivating force the human being, 
barring self-preservation, pride 

The practical elements which express this philosophy daily 
management human relations are: management objectives, delega- 
tion authority, accountability, and integrity. 

Management objectives. majority employees still work 
please the man who their superior not accomplish what 
they understand their particular piece the common objective 
the entire organization. But management objectives, based 
their clear understanding each employee, permits personal iden- 
tification with them that provides basis for the individual take 
personal pride what doing. 

Delegation authority. assume the selection people who 
are competent their jobs and that these competent people 
understand what their jobs are. Yet time after time the delegation-of- 
authority principle violated the supervisor the manager who 
simply cannot keep his fingers out the task delegated. Instead 
guiding the activities his people terms objectives accom- 
plished and the policy framework within which operations are 


*Vice President, Ford Motor Company. 


PUBLIC 


carried on, seems feel obligated instruct his people how 
they should about accomplishing the assigned job. doing, 
gradually robs his people personal identification with the job 
and the foundation for the all-important value, pride achieve- 
ment. 

Accountability. This means what might termed cold-blooded 
demand that man his job get out it. This guarantee 
the competent people organization that the manager will remove 
incompetent people before they ruin the entire result. 

Integrity. There must unquestioned integrity 
conduct business between one individual and another. The de- 
mands the manager for pure objectivity are great anything 
faces. Consistency absolute essential position leadership. 

Finally, the application this over-all philosophy rules out 
arbitrary decisions. Decisions must reached agreement the 
part the responsible parties. arbitrary decision compromises the 


understanding, the authority and the accountability the people 
involved. 


MUST LITERATE SCIENCE* Richard McCurdyt 


Chemical and Engineering News, Vol. 36, No. 44, November 1958, 
pp. 62-67, 99. 


broad course study basic science, mathematics and natural 
philosophy excellent preparation for participation industry 
any level, well for participation human and civic affairs. Liber- 
education, much part the fabric democracy, means edu- 
cation breadth sufficient give the citizen some grasp the over- 
all human problems the times. These problems have been influenced 
technology, but they are becoming more and more interwoven with 
the doings science well. ‘This change significant. For while 
appreciate the applications physical knowledge that comprise tech- 
nology have much less feeling for the systematic search for greater 
knowledge what they are and how they work the essence 
natural science. 

The profound meaning this change has escaped many people. 
one thing make technological use what scientific knowledge 
happens lying around, quite another for sizable part the 
population seek for the express purpose using one day. 
cannot give most people first-hand experience science and mathe- 
matics they must given enough second-hand know some- 
thing what goes on. Can give adequate conception re- 
search one-shot science course? Whether can properly 
not beside the point. have what can. 

*Based address before the Shell Merit Fellowship Recipients Cor- 
nell University, August 1958. 

Shell Chemical Corporation. 


Most people’s conception resources especially many natural 
resources that kind hoard various useful things which 
are gradually using up. Few realize, however, that resources are 
mainly indication what know rather than what have. 
effect, deliberate effort “create” resources goes every day. Yet 
many people not really know that things like this occur. Ignorance 
all this, moreover, not limited the less highly educated part 
our population. 

Besides the common targets that have been offered goals for 
science such material and physical betterment would good 
offer additional objective: the long term continuity our race, 
coupled with quite literally new worlds explore. describing re- 
search kind exploration might able make unfamiliar 
thing have reality, even identify with good deal pleasant legend. 
This may smack foxy salesmanship and hidden persuaders, but 
have ideal sell quickly and effectively possible. Our people 


are explorers heart and they will delight research given the 
chance. 


RELIGION AND ITS ROLE THE WORLD BUSINESS* 
James Worthyt 


The Journal Business, Vol. 31, No. October 1958, pp. 293-303. 


While modern business enterprise has evolved within matrix 
Judeo-Christian ethics and its values have been profoundly shaped 
thereby, the fact that these ethical principles are generally expressed 
secular rather than religious terms renders them tentative, unstable, 
and unsure guide for business policy and personal conduct. This 
serious weakness for which the businessman only partially re- 
sponsible; equal measure responsibility must rest with the 
theologians and the preachers who have failed make explicit the 
relevance religious faith business practice. 

From its very beginnings American society has been religious 
and deeply moral society. The American concept the mass market 
not only economic but ethical concept well; miss its 
ethical content miss its real significance and the source its real 
power. The profits business enterprise have been considered not 
merely means for personal pleasure and power but rather carry- 
ing obligation use them for public good. 

have here, however, strange anomaly. While Judeo-Chris- 
tian ethics have deeply infused the institutions our society, they have 
done secular rather than religious guise. recognize moral 


*One series the Journal Business dealing with the motivation, 
philosophy, and decision rules business behavior. Individual reprints are 
available $.25 each from the Journal Business, Haskell Hall, University 
Chicago. 


Sears Roebuck and Company. 


imperatives, but are inclined ascribe them social origin and 
sanction rather than recognize their religious roots. Herein source 
mortal danger. For, while the process lets through the form, 
screens out the essence. While man’s obligations man come through 
with relative clarity, man’s obligations God are obscured. 

Some the dangers inherent the divorce business morality 
from religion can seen from consideration the concept self- 
interest the generally accepted theory business motivation. 

actual practice, business has shown broad measure public 
responsibility and concern for human welfare. Business practice this 
respect, however, considerably better than business theory. Accord- 
ing classical economic doctrine, business was conducted solely for 
economic gain. Modern economic theory has somewhat softened the 
bleak picture the “economic man,” but the basic image remains 
unchanged. Most businessmen are likely insist that the primary 
purpose business make profit. The making profit may itself 
justified social terms, but the primacy profit usually taken 
for granted. 

The great weakness laissez-faire economics the absence any 
responsibility the businessman anyone but himself. Business has 
been encouraged take very narrow and exclusive view its role 
society. Self-interest remains the businessman’s primary explanation 
his own motivation and the central driving force the business 
system. may talk about “enlightened” self-interest, but being en- 
lightened simply being smarter. 

Self-interest, whether narrow enlightened, very unstable 
basis which erect system economic institutions. Institutions 
must harmony with what those who live under them consider 
morally right, and there are deeply ingrained elements Western 
tradition which hold selfishness one the cardinal sins. Be- 
cause the insistence self-interest rationale, the business system 
placed, its own defenders and apologists, conflict with the 
ethical foundations its own society. 

The attractiveness communism ethical grounds for certain 
persons unquestionably high moral aspirations reflects their reaction 
against business system which expressly states that subordinates 
everything its own self-interest. Communists and socialists play 
the symbols human welfare but neglect, and often violate, the reality. 
The American business system emphasizes the symbols self-interest 
but actually operates with substantial concern for human values. 

The whole concept the role self-interest business processes 
needs reworked. not very accurate description the way 
things actually are the actual pattern motivation behind most 
business decisions. 

One the early and most significant the findings human 
relations research was that workers are not motivated solely economic 
considerations. with workers, owners and managers have never 


acted strictly the terms narrow self-interest ascribed them 
economic theory. There has always been system human relations 
well system economic relations. The two systems function 
terms two different and sometimes conflicting sets values, with 
the result that there often confusion the role the businessman 
actually playing any particular time. 

Because generosity and unselfishness are explicitly outside the 
frame reference within which the businessman, businessman, 
supposed operate, feels necessary explain himself other 
terms. One suspects that the frequency with which enlightened self- 
interest appealed reflects the difficulty relating certain acts 
self-interest all. The justification generous acts terms self- 
interest helps soothe the businessman’s conscience for acting contrary 
his socially defined role or, perhaps more accurately, helps rec- 
oncile the requirements his roles businessman and citizen. 

are badly need more adequate frame reference for 
business, more realistic set norms guide and inform business 
conduct. need define the intimate relationship between man’s 
religious faith and what does his business. need establish 
explicitly understood Christian principles for the decision-makers 
business, the officers and executives entrusted with the conduct busi- 
ness affairs. The decisions they are required make often require 
courage that can come only from conscious adherence external 


verities, not the shifting sands expediency. 


SCIENCE AND BUSINESS: BALANCED PARTNERSHIP* 
Sir Alexander 


Discovery, Vol. 19, No. September 1958, pp. 366-372. 


think how few people clearly understand what all about. 
approach understanding the universe along broad highway 
organized knowledge firmly founded observation and experiment 
embedded matrix theory. Whatever our own work may be, 
have joint responsibility see that the highway properly and 
extensively used all mankind. 

feature today’s second Industrial Revolution growing 
interdependence the sciences they advance broad front. 
Scientific effort the scale conducted today costs money. 
this context easy see the importance and responsibility 
business, which produces and distributes most our national wealth. 
Our capacity extend our science and education largely depends 
our ability run business successfully. Three characteristics busi- 
ness should have survive and function effectively over period 

*Presidential Address the Glasgow Meeting the British Association 
the Advancement Science. 

the Board, International Chemicals Industries, Ltd. 


years are: first, must contribute the well-being the com- 
munity and its social evolution; second, business must have the 
capacity change its methods and necessary even its objective; 
business must make profit. Only from the excess income over 
expenditure can finance the expansion business and science. 
science carry forward our social evolution, needs the 
financial and productive effort business. 

The manner which further partnership between science and 
business can achieved brought out consideration the 
scientist the business structure. For example, the production 
operation function includes the application technical methods. Al- 
though such work repetitive compared with research and develop- 
ment, often essential for done highly qualified technical 
men. the commercial side also, scientists may needed sales, 
sales service purchasing, achieve the best results for business 
making technically complex products. Employment technical men 
commercial departments not necessarily wasteful: gives flexi- 
bility within the business and can often ensure smoother cooperation 
when works manager research chemist feels that his own, the 
technical point view, understood man one the com- 
mercial departments. Moreover, training for higher administration 
posts, commercial experience invaluable the scientist. 

There scope then for the scientist infiltrate throughout almost 
the whole business structure. That being so, pertinent ask, 
scientists are play important part business administration 
the balance between science and business likely upset? First, 
present, the balance heavily tilted the other way. Many enterprises 
are not employing qualified technical men even tasks where one 
would expect find them, and conversely, there are industries 
that appear harmfully dominated scientists. Second, 
businesses where scientists rightly play prominent part administra- 
tion, non-technical men, who nevertheless have good understanding 
scientific principles are with advantage put into semi-technical 
jobs, thus helping maintain balanced partnership. Third, and 
most important, the balance that seek must come great measure 
from within the individual himself, balance provided the educa- 
tion which the scientist and the non-scientist ought receive. 
balanced education should give those who study the humanities some 
understanding the workings science and should widen the 
scientists’ horizon relating their science its human horizon, both 
historically and terms the present day. Moreover, education 
should demand from scientist and non-scientist alike intellectual 
qualities, such curiosity, judgment and imagination. 

This discussion does not call for revolutionary tactics, but rather 


for sustained progress, and, the two, that sometimes harder 
inspire. 


WHY MANAGERS CHANGE JOBS AND WHEN 


Nation’s Business, Vol. 46, No. 10, October 1958, pp. 72-74, 76, 78, 
80, 82. 


Every year thousands businesses are victims “executive mo- 
bility.” not recognized and acted upon this phenomenon can 
lead staggering losses money, time and energy. 

study, conducted Hoff, Canny, Bowen and Associates, Inc., 
the job-changing habits 1,886 executives, pinpoints: 

Who the restless executives are. 
Why they are restless. 
What the company can about it. 

major finding the study that more than half the execu- 
tive population between and years age wants move. this 
time there marked change the way executive regards himself, 
his capabilities, his present job, his future possibilities. time 
psychological commotion and intense self-assessment. often char- 
acterized reaching out for more responsibility. The executive 
his early mid-forties realizes that “if don’t make move better 
things now, may never get the chance again.” 

What triggers the urge move? The reasons fall this order: 
money, ambitious wife, job dissatisfaction, lack intellectual stimulus, 
feeling that career growth stymied, seeing little opportunity for ad- 
vancement because seniority, slowing down after several years 
progress, lack organizational planning the company, desire 
move larger organization smaller one, and personality clashes. 

Interesting variations were discerned the occupational patterns 
within the general over-all picture: 

General managers. man usually does not become general 
manager until his forties and thus has not accumulated the 
necessary experience good bargaining position, demand, 
until the mid-forties fifties. 

Engineers. Intellectual curiosity, plus greater opportunity, create 
state rapid mobility under age 35. The older men engineering 
are less eager move. 

Marketing executives. Marketing highly creative profession 
and the peak creative period for most men comes the thirties. 
these years marketing man full ideas and vitality and more 
gambler than any other time his life. From age 
has found spot where can develop his knowledge and mastery 
all the intricacies his trade. moves after age 50, the 
top spot good organization. 

Sales managers. Companies are more inclined raid bright sales 
personnel with promising performance records than any other group, 
except the engineering-scientific group. 

Controllers. the exceptional financial man who controller 
before the age 30. his later years, the controller who really 
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good has become officer his company has attained powerful 
policy-making position. 

Industrial relations executives. industrial relations executive 
usually has not achieved fully rounded mastery his trade until the 
age 45. also close enough the personnel policies 
the corporation realize the significance the corporate bias against 
hiring new men over the age 45. 

Twenty years ago, men did not move much after they were 
38. that time, most had established their life’s work. Today’s later 
moving peak grows out several factors: the disruption careers 
caused World War and the continuing cold war; the great rise 
productivity and national income the past two decades; the in- 
creased number challenges today, more horizons explore, more 
problems solve; improved transportation; and “industry’s hiring-age 
bias.” 

facing the fact that men pass through period job 
restlessness company should keep careful inventory its executive 
manpower, keep the manager’s ambitions mind, and keep the man- 
ager’s deficiencies focus and provide training opportunities. “If 
company wishes retain able executives, must willing and ready 
meet the biddings competitive labor market where outstanding 
executive talent always scarce.” 
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